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2 MAY 1958 


MEMORANDUM FOR: Director of Personne) 


oo a 


SUBJECT : The Newly Fropesed Fitness Report 


i. The following comments are set ferth to hepefully lend 
support fer recommendations here. 


2. This new Fitness Report product for which I sat as 2 
sonetines Task Force mawber disenchants ae with myself. Accord- 
ingly, I wish to set forth only enough critical substance to 
serve the chjective below. It is probably demenstrable separate- 
ly (other comments) that equally significant critica! points 
could be mede. I intend here net to cover the water front. 


a. It is suggested: Section 0 ~ modified or not « 
should precede Section C. 


b. It is suggested: “Supervisory evaluation should have 
|“ Seperate treatment, elther markedly within this form, or sep- 
arate entirely. My reasoning here is that we need above all 
things te increasingly nurture our very lerge supervisery 
grup, and they are worth perticular attention. By the same 
token, I om at a loss in trying te remember vhat we proposed 
- te de with super-grades. 


c. I de not accept at ali six out of the seven deserip- 
tive clauses In Section B. These appear to me te contain 
such "fine lines of distinction" aa te constitute a statis- 

ox  tielan's {mpractical dream. 


(i) *Performs his duty tn a barely adequate manner” 
must be unsatisfactery performance if our philosophy is 
to be - as It should - to seck always for Improved pere 
formance on all fronts. Mence, I would eliminate No. 2 
entirely, and state No. 1 ag follows: ?ERFORMS HIS DUTY 
IW AW UNSATISFACTORY O02 BARELY ADEQUATE BANWER, 


(2) Item 3- "Performs his duty acceptably" asks 
for as many different interpretations of the word “accept- 


ably" as there may be supervisors. It {s too relative. 
Hence I would drop Item 3 entirely. 
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{3} Item k - no quarrel. 


(h) Items 5, 6 and 7 call for aa impracticable dia- 
tinction, f.e., teo much ef a “fine line". I would re- 
duce this te one much better clause, yet to be gestated. 


a (5) Contemplating the possibility ef the Fitness He 

pert as such, as en important Instrument in any kind of 
merit recognition - end probably regardiess of this - I 
suggest thet prevision be nade for a prese justification 
for a rating of UNSATISFACTORY, or for a rating of OUT~ 
STANDING. I deen this of high impertance. an instruc- 
tion in respect to this afght be gomething like the fol- 
low ings 


STATE FULLY YOUR REASOMS FOR THIS RATING. 


d. Section C necessarily vould be revised if the preced- 
ing Is aceapted. 


e. Section D leaves me very cold indeed. There are so 
aany other words of lspertance a3 to challenge mary, {f not 
all, of whet we are now showing tn this Section. Some exan- 
ples aret "Dees 3 job without strong support." This should 
be redundant if the rest of the rating sheet ig done preperly. 
Again: "Facilitates sapoth eperation of his office." Do we 
mean up, dom, or at the same level: Again: “Writes effec- 
tively." To ne this is not af importence at 211 In so many 
different Kinds of jobs. Whenever this is important, it 
eaght sutematically to show in evaluation ef performance. 
Again: “Security consgious." Within this Agency, this to se 
ig aemething like asking “Is this eaployee's hair combed every 
morning"ii Further, seme of the words which [ belleve one 
should weigh most carefully in comection with a listing of 
personel characteristics are ~ and waybe here I am thinking 
gubstantially of a superviser - drive, cooperation, Judgment , 

% viston, delegation, planning, objectivity, reosptivity, de- 
velepaent of his people, impertiality, etc. {The above does 
not purpert to be complete treatzent, of course.) 


Sige, aethinks the tera “Personal Cheracteriatics” asks 
for inherent characteristics, and not acquired competencies, 
as is “Writes effectively”. 


f. Section — has manner of job performance, with stress 
of strengths and weaknesses in current position and sugges- 
tions for employee improvement and his career development po-~ 
tential. I think the last should be appropriately seperated, 
maybe at the bottom of this same ares. 


-2- - SEGHET 
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Ge exp: 
that he has seen the weport, Either we believe the supervi- 
SOF OF we don't, and If ve don’t we'd better go out of busi- 


ness. 
h, If we want to begin making thie Fitness Report instru- 
ment serve ag a Pightfully tapertant one in any form of merit 


consideration, then ve should consider the contre! mechani a 
offered by a Rating Review Panel. Regardless of this merit 
consideration factor, len't a Fitness Report worth object {ve 
remeved review! We can easily find leng-t ing @periance on 
the part ef other agencies in Government and in business 
which utilize such a centrel mechani se, 


Z deem such 2 mechanism perhaps one of the most signifi. 
cant and best devices for attack on the very great human fal). 


truth and lack of evasion reported by supervisors on such en 
instrument ag a Fitnasa RF * 


3e I recommend that the Direetor of Peresnnel take 2 new, 
firm and rigntfully-his hold on this matter tn the folloving steps: 


a. Repert to the Career Council that the Task Ferce prod- 
uct here does not fulfi2} expectancy in {ts trial run, and 
that he fs taking the feliowing action: 

(1) Disenfrenchise the existing Task Force, 

(2) Constitute a new one of not nore than four ge- 
lectees to delve more deeply and ch more widely 
(with target date of six months mex feu), 

. (2) This Task Force should be made un of not 
more than feur People, ani it ts thought that properly 
on {t are these officers: 

The Deputy Director of Personnel for >lans 
and Development , 

The Chief, Personnel Evaluation Division 
{ex-officie), 


A cempetent 65-15 (or better) operating 
officer, and 2 


Random senior selectee whose Job peratts 
substantial outside research work. 


This last assionee would be the “working stirr”, 


_ 25X1A9a 
SEC, ned | op reel 
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W.a= 1. The trouble with the present Task Force is that It is 
too large te constitute an effective working grow, 
and it was subjected te some fleeding of erudite sta- 
tistics. Perhaps more importantly, there wasn't any- 
one who really had the tlee te work leng and hard 
enough to pro@uce adequately the several Lmperteant 
factors for consideration of the Tesk Force. 


2. The Insurance Tesk Force organization and method of 
working was a very goed lesson indeed. 


SEGiii 
he 
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